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Matloff: This is an oral history :lntcrviet; with Mr. Paul R. Ignatius
held in Washington, D.C., on March 31, 1987, at 9:30 s.n. The interview
is being recorded on tape, and a copy of the transcript will be sant to
Mr. Ignatius for his review. Reﬁrumt:lng the 0SD Historical Office are
Dr. Roger Trask and Dr. Maurice Matloff.

Mr. Ignatius, as we indicated in our latter of March 10, 1987, we
shall focus in this interview particularly on your roles as Assistant
Secretary of the Army for Installations and Logistics, 1961-63; Under
Secretary of the Army, 1964; Assistant Secretary of Defense for Installa—
tions and Logistics, 1964-67; and Secretary of the Navy, 1967-69. Thase
assignments gave you a unique and broad outlook on the Department of
Dafensa. In your first assignment, as Aui-_tant Secratary of the Army,
1&L, what was the background of that appointment? Had you had any contacts
with 0SD or any Secretarias of Defense before your appéiutmt in May 19617
m: I had had coﬁtncu with 0SD. I’m not sure I had met personally
with any prior Secretariess of Defenss, but I had met with Assigtant Secre—
taries of Dcfanﬁ, and possibly a Deputy. This was in connection with
work I had dona over an eleven-year pariod, bafore coaing into the Defense
Departmant, as ona of the founders and an officer of Harbridge House,

a consulting firm inditially in Cambridge and then in Boston, Massachusetts.
We had done a good deal of work for all of the services and for 08D, in at
least one instance, in the field of procureément, supply, and distribution,
and knew s mumber of the people. Ons person I recall doing a project for
was Thomas Morris, who was then Deputy Assistant Secretary of Defense,
I&L, in the Eisenhower period.
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Mr How familiar were you with the trends in Defense organfzation
and managemant since the psssage of the National Security Act in July
19477

Ignatiua: T was quite familiar with that, again, in connection with our
Harbridge Houss work. For example, in the mid-1950s Congress wanted the
Defense Department to introduce financial management accounting. It had
excellent accounting so far as individual items were concerned, but it
wasn’t possible to aggregate the inventories in financial terms. Congress
passed leg:‘hlation( requiring thia procedure, and it required a great deal
of work on the part of the services and considerable training. The Army
asked Harbridge House, and I was personally involved in this activity, to
set up, f:l.rit, a lchéol at Fort Belvoir, called a Coﬁand Management
School, and later a series of quite good courses at Port Lee, Virginia,
that covered individusl functional areas of supply and logistics. All of
these Quc manifestations of some of the changes both in organization and
in management philosophy. In the case of the Army, an organizational
Mc involved putting the Deputy Chief of Staff for Logistics, in a
sense, in charge of the technical services of the Army. Prior to that,
they had been quite sutonomous, and there was a delicacy concerned with
this change. Words like "command” had to be avoided, but words like
“direct" were all right; "control" was a little tough. At any rate,

I was involved 1n a lot of these activities through research, writing,
and some teaching.

Matloff: What were the circumstances of your appointment?
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Ignatius: I was in Chicago on an assignmant, and received a call from
Secretary of the Army Elvis Stahr, who told me that he had heard sbout me
| snd ssked if I would come in and talk to him asbout the possibility of an
sppointment ss an Asaiatai\t Secretary of the Army. I told him that 1 was
busy and did not think I could do it—that some day I wanted to do govern-
ment service but I was quite occupied at the moment. He said to come in
anyway, and I did. I met with his and the Under Secretary, Stephen Ailes,
and one or two others. I went back to Boston, where I was then living,
and t-ikcd with my wife. This was a family decision; we had four young
children in school. After soms thought I decided to come in. I was

quite attracted by President Kennedy. I had not been involved in politics,
but his call to serve the country, I thought, was good and useful. A lot
of vary able people had responded, and I was pleased to have that oppor—
tunity and privilege. We moved down, and that began a long period of
government service.

tatloff: How well did you know Secretary of Defense McNamara, Deputy
Secratary of Defense Gilpatric, Army Secretary Stahr, and Under Secretary
Ailes?

Ignatiug:s I had known sbout Secretary McNamars when I was a student at
the Harvard Business School. He is four or five years older tham I. For
a brief period, before he was called to serve as an Air Porce officer, he
was an assistant professor at the Harvard Buainesa School, and people

were already beginning to talk about him. As a student I had heard about
him as being a very capable person. After the war I was fascinated, as

80 many people were, with the changes that took place at the Pord Motor
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Company, with Tex Thornton going back with Bob and a number of other very

capable people. They took over a company thst had been managed by an
old-fashioned genius, Henry Ford, and introduced modern management tech—
nigques. I knew about all that, but beayond that, I didn’t know him in
‘person. I got to know him very quickly, within the firat six weeks or so
that I was in the Department. Tom Morris had known me and knew that I

had some professional qualifications for the job that I was in. He began
taking me to some of his regular Fridsy morning meetings with the Sacratary
because 3 lot of what they wanted to accomplish at that time had to do
with the Arl‘ny.; So very early on I began meeting through Tom Morris directly
with the Secretsry of Defense, which is a little bit unusual for an Assis—
tant Secretary on the Army level. We hit it off quickly, and seemed to

be talking the same language.

Matloff: You had known Morris before, then?

Ignatius: I had, and had done an assignment when he was a Deputy Assistant
Secretary, some years before that, involving thes supply systems of all of
the military servicas. Intafntingly enough, ny associate at Harbridge
House, Sterling Livingston, received a phone call shortly after President
Kennedy®s election asking for suggestions for an Assistant Secretary of
Dafense for Installations and Logistics and Livingston called me. I said
that Tom Morris would be wonderful for that job, that he had the broadest
experience and was a2 true professional. That name was passed on—I'm

sure that others also thought of Tom—and he eventually ended up as the
Assistant Secretary of Defense. At a later point, Elvis Stahr turned to

Tom Morris and asked him for suggestions for Assistant Secretary of Army,
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1&L, and I learned later that Tom suggested me as a person who was well
qualified.

Matloff: Your careers track. We are going to be talking to Mr. Morris
next week. Was tha transition from the consulting ﬂeid, the ‘corpotate
world, to government difffcult?

me No, I don't think so. There are always changes that involve
adjmtﬁmiu. You work with one group of peopla, and then with another.
But I must say that I found the Army people extremely friendly and anxious
to work with me. They had known me from the past. I had done work for
the Army over a period of 8 or 9 years. They felt that I was competent
in the fiald for which I had responsibility and they were willing and
anxious to work with me. I found it an excellent working environment,
with the civilian career people as well as the uniformed peopla.

Matloff: What instructions or directives wers given to you, and by whom?
Was it purely within the Army, or did anybody in 0SD pass on uiy guidance?
Igzoatiua: ihuc was a lot of policy guidance from OSD in this period.
Before he was officially sworn in, Bob McNamara took up residence in the
Defense Department for a period of saveral weeks of the most intensive
preparation. Out of that came a serias of :ln:li:lativu, 75 or so of thenm,
many of them involving the Army, so thers was probably mora direction
from OSD at that tima than is usually the case. It was all-encompassing.
McNamara brought in Charlie Hitch to be his Comptroller, and through Hitch’s
work a whole new systea of programming and budgeting was developed and
instslled that reslly became a model for many governments of the world
and certainly for our own. :nﬁ:. was, 1 thought, rathsr remarkahle working
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spirit and innovation. Within the uﬁicu themsalves, there was direc—
tion, but I would say that more of it at that tima was coming from OSD.
Matloff: How did you conceive your rola? What problems did you face?
Did you set your ﬁrioriuga or were they sat for you?

m: To soms extent the priorities for the Army and for me were set
by President Kemnedy, becsuse there had been, pricr to his inauguratiom,
a concept of massive rotalinﬁ.on at places of our choosing. The result
of that was a large buildup in strategic forces and some reduction,
rather considerable, in the amount of funding and eqninpinx for the
ﬁeld forces and particularly for ths Army. General Maxwell Taylor had
besn brought in as President XKemnedy’s military adviser and subsequently,
after the Bay otlrigs. became Chairman. Gen. Taylor had writtem a book,
W, {n which he talked about the inadequacies, as ha
saw ir., of the sc—-cslled Dulles doctrine of massive retaliation and the
grut need to establish conventional forces, in order to have usable
military power. That effort involved the Army to a very great extent. I
becane intimately involved im all of the efforts to determine the Army
requiresents and then to set in motion programs to see that we would get
the money and begin to place the procurements and bring in this new
equipment. It was a' massive re—equipping, and that was the principal
policy initiative stemming from the President through the Secretary and
devolving particularly upon the Army. There were others involving organi-
zation, which I can also go into.

Matloff: How much leeway did you have in selacting and organizing your
staff, and how large s staff was 1t?
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Ignatius: McNamara very wisely asked the President and received his author-
ity to appoint his own people. He almost made that a condition of employ-
ment. So he was able to appoint the people he wanted and those of us
below hin had some of that same authority. The staff in my office in the
Army was largely in place and something on the order of 60—~70 people.
One of the things that I liked was that shortly after I came there I got
togather with sy military counterpart, Lt.Gen. Colglazier, Deputy Chief
of Scaff for Logistics, at his initiative. He said that we esch had a
staff doing procurement review and that we didn’t both need to do that.
He said that he would rather leave the staff in ay office and he could
get rid of some paople. He stated that as a militsry man he was interested
in what we bought and yhep, but how was of less concern tohinuuimoro
to me. I mention this because to this day I continue to feel that there
ars opportunities ‘to stresamline a lot of the nacaessary decision-making
and review through greater staff consolidation, and this was an early
development where the civiliam and military staffs avoided duplicating
effort. I think that there are other ways in which this principle can be
carried out.
Ixask: That is interesting, because in a sense that is in the spirit of
what is aupboud to be going on right now.
Igoatius: I did a study of Defense Departmsnt organization during Presi-
dent Carter’s and Harold Brown’s administrations, and I thought, for
example, in the R&D area in the Navy there was a large hesdquarters Penta~
gon staff under uniformed leadership, and then in the Secretary’s office
another group under Bob Frosch, a very able person who later became the

head of NASA, When I suggested that they could be merged, Graham Claytor,



W s e b g nfar 1 O vaaa ta e s € S TP TN HNTRRY P 2 begr ooy A o T e hret - P rda, e T T e g e

Page determinad to be Unclassified
Reviewed Chief, ROD, WHS 8
1AW EO 13828, Section 3.8 , :

. s | Lete: MAY 0 1 2013
who was then the llavy Secretary, ssid that he was willing to do it. Right

now that subject is again hing emphasized, and, I think, to the ‘ood
Marloff: thr. ware your working relationships with 0SDT Did you have
any contacts with Secretary Heuamia, ’bcputy Sacrataries Gilpatric and
hnee. and with vaiioul Assistant Secretaries of Defense?

Isnatius: I had direct. frequent, and continmuing contact with Secretary
McNamara. I think this was unusual for an Assistant Secretsry of a mili-
tary service, but it arose, I think, becsuse Ton Hoiris began involving
N. in his rejular Friday meetings with the Secretary. McNamara was inter—
ested in all of thia effort to develop the convmiiml forces, and had a
lot of intereat in organizational uti-n in the Army. S0 I saw him a
lot and worked directly with him. The first Thanksgiving when I was here
in town I literluy worked sll night. We had pizza with anchovies on it.
I'1] never forget the sight of that congealed cheese with those anchovy
atrips on top, brought in to us somewhere around midnight, and I had
visions of my family at home snjoying a turkey dinner. We were working
on a major project that Tom Morris and I turned in to McNamara around
6130 in the morning, becauss he was going to catch a plane to Hyannis to
meet with Pruidcpt Kennedy. This giv-; an exsaple of the intimacy and
spirit of the time, when an Assistant Secretary of Defense out of 0SD and
a counterpart from out of the nfvicn were working with beards growing
during the night, sleeves rolled up, pushing pencils. That was typical.
There were other cases when Tom Morris would lend me someone from his
office and simply detail him to my office in the Army. 1 remember one

or two axtremely capable civilians who were not officially moved, but
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were simply detailed. Tom said they could do more good on that particu~-
lar project working for me and they came in and sugmented my staff. We |
had a lot of informal working together. With respect to others in OSD, I
had some dealings with Gilpatric, and many with Vance, subsequently, when
he replaced Elvis Stahr and became my superior in the Army. We developed
a close relationship there, which contimied when he went back to Deferwe.
I also worked a lot with Comptroller Charlie Hitch, and I worked with
people othar than the Presidential appointeea; One person I remsmber
particularly in mvltchr'l office was Jos Hoover, the Budget Officer, and I
can tell you some interesting anecdotal things later dn. if you are
interested. I also worked with the R&D side in Defense, and with Alain
Enthoven’s people in the economic and mathematical analyses that they
were doing.
Matloff: How about with the JCS and its staff, did you have any deslings
wit.h them at all? _
Iznatius: I had a lot of dulj.n;n with the JCS when I was Agsistant Sec—
retary of Defense, IiL, because that was the period of intense prosecution
of tha Vietnam War. When I was Assistant Secretary of the Army, I don’t
recall too many contacts with the JCS, except that I would see the Chief
of Staff of the Army on a regular basis, but I saw him in his capacity as
the Army chief rathar than in his role as a member of the Joint Chiefs.
Matloff: When Vance replaced Stahr in 1962, did that mean any changes
in your working relationships with the 0SD officials at all?
Ignatius: No, I don*t think so. I think my relationships continued

pretty much the same. PMcNamara reposed the greatest confidence in Vance,
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because Vance had been his general counsel, and he had high regard for

him. I think that generally in the Arny wa felt that we had an oppor-
tunity through Vance for the Army's views to be considered very carefully.
Thare was a very fine bond between those two men, which has continued to
this day.

Matloff: Did you consult with anyone in 0SD on the interaction of logis-—
tics with strategy? |

Iznatiya: I think ona of the reasons I began working closely with McNamara
was that I became very interested in getting the Army properly equipped
and preparad, and I was seeking some kind of base line that would give me

a standard against which to measurs how well we were doing. So I began .
exploring this with uniformed people, and one of the top logistical
officers, a very experienced genaral officer, a planning type, told me

the goal was 100 divisions. I asked, "You mean we’re going to buy equip~
ment for 100 divisions?™ He said, “Yes, that’s the requirement." I

asked, "How has the funding been going on that?” He replied, “Tarribly
inadequate; we’re not getting anything.” I asked, "What do we have?" It
became very apparent that something like this was not a meaningful standard
for any kind of managerisl purpose, and so I hegan talking to McNamara
about this and said, "We’ve got to have something here."” He agresd. All
of this, if you will, relates, I think, to your question of strategy,
because a strategy must take into account what kind of war you are going

to fight and what kind of resources are going to be available for it.

Oout of this effort and this intellectual quest, if you will, came a series

of very specific guidelines, which was called logistic guidance, where we
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a2 had, ovqrnl’l for the Army, planning guidance for acquisition of equipment
and consussble supplies and a concept that involved a warm base of produc-
ticn lines for iﬁm that were critical. We did s lot of work over a
period of several y@ul to establish standsrds and then to obtain the
funds to get us on the road toward achieving those standards and placing
the vast procurement programs that ware required. All of this was for
the purpose of developing conventional, usable, military power without in
any way sacrificing _thckatut.uic deterrent, which was the underpioning
foi.eirgrythinj. That was tha single most important thing, to have an
unquestioned strategic deterrent. But having said that, there was the
desire to 'hnve convenuohn power in .thc event that it was needed, and
in order to dn‘ t.hnt. the logistical capability, the equipment, the force
that wo weres trying to sgquip became very important. There was no force
structurs in the Army against which one could plan. General Colglazier
told ns oOne aay that, as the lqgiatical chief of tha Army, he finally had
to decids what the force structura was, in order to determine wiat the
requirements were. When Cy Vance became Sacretary of the Army and becama
acquainted in detsil with some of these things, he set up a new general
officer position, called Assistant Chiaef of Staff for Force Structure,
for the purpose of looking not simply at how many divisions, but just
what the mix of battalions should be. Having determinad that, deciding
what the equipment should be for it was an enormous task that had never
been done as well as it needed to be. Vance saw that and put Ed Rownay,

who is now the adviser to the President on arms control, in that position.
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« Matloff: The figure you cited, 100 divisions, interests me because

12

&

the most the Army got in World War II was 90.

Ignatinas Well, onward and upward.

Matloff: How serious a problem was interservice rivalry for you in your
field and what affect did it have on Army policies, programs, and opera—
tions?

Isnatiua: 1°d like to make a philosophical comment first, The idea of
rivalry between and among the services, per se, doesn’t bother me; in
fact, I rather like the ides. I wouldn’t want to see military people too
shy and hanging back. The idea that each of them comes forward and says,
"I can take care of that threat," to me is probably a good rather than a
bad thing up to that point. You certainly don’t want a situation develop-
ing where a commsnder says, "I want you to take that hill,”" and the officer
says, "I guess I could, but I supposs the Air Force maybe could do it
batter." That is not a quality of aggreasiveness that you want to incul-
cate in people wearing the uniform., However, this kind of rivalry can
result in military deficiencies if it produces too much of some things

and not enough of others. noni with this, it always seemed to me that ‘
you needed an exceedingly good staff with vaery capable people in the
Office of the Secretary of Defense who would look at requirements pro-—
posed by the individual services and through analysis and review make
final decisions. During the McNamara period, this staff was developed
under Charlie Hitch, Alain Enthoven, and others, working with the services.
They have been criticized in some respects, and occasionally some of the

pecple wers overbearing in the way they went about their work. But,
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conceptuslly, it seemed to me to be an absolutsly esseantial function, in
order to have balanced forces. As to whather tha rivalry was a problem
for the Army dﬁrinx the period in which I served, no, I don’t think so.

. We were doing prettj well in those days, because the reassesssent of U.S.

strategic ’conc-pu-c'meral ‘!aylor‘a views—aided the Army, and we weres
getting better fumding than we had for years. One of the proudest moments
of my life in r.hat period—I was fairly young and fairly junior in the
scheme of things—was a visit to my office from Gen. Taylor. He had

come over f.roi the White House with the specific purpose of telling me
how enormously pleased ha was with the leadership I was giving to this
effort, and how plessed he was to ses the Army finally getting equipped
so that it could do its job. I was really walking on air for seversal

days after that.

Matloffs That fits in with his writing that the Army had been in a "Baby—
lonisn csptivity” during the Eisenhower administration. We've talkad
with him and with Enthoven, 30 soms of these threads will come togar.iur.
On the question of budget, what responsibilities did you have in connac-
tion with tha Army budget? Who was setting the ceilings for your depart-
ment in your area of interest?

Isnatiua:s A lot of the budget was for procurement, supply, and all of
that. 1 was very much involved with that, working with peopla who had
functionsl responsibility for budget preparation. Bill Schaub, who had
come over from the Bureau of the Budgst, was the Army chief finsncial
qfficor at the time. I had a great desl of responsibility for and involve-

ment with the input to the budget from the logistical side. You never do
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. the budget once in the Pentagon; you ara always in some kind of a budget
exercise. There were lots of supplementals and special efforts that were
developed. I remember one that was associated with the crisis that arose
over Berlin in the early pericd. At McNamara’s request I prepared a
shopping 1ist of items for the Army. It was another ona of those all
night exercises. I remember working on a yellow pad of paper. I had
gonas over all of these items with one or two aenior Army people. The
Vice Chief of Staff in particular, I remember, got up at 5:30 in the
morning and came over to the Pentagon. We sat down and reviewed item by
item. I wanted his judgment on what should be the number that we should
go for‘ and he would make very professional comments that if we were short
on a bayonat that was not as important as being short on something else,
because thera waren’t all that many people killed with bayonets. He was
an artillerymsn, I might add, Barksdale Hamlett, a marvelous nama. I
first worked with him and then with 0SD. We worked that night in Tom®s
office and developed three columns: "low," "high," and "best buy," which
was a judgmental factor, based in part on the work with Gen. Hamlett. I
resember taking that in to McNamara a bit bleary—eyed, because it was an
all-night session. He looked at the methodology of "low,” ‘high,* and
"best buy,” and I was telling him what we had done, and hs quickly saw

! that and immediately took out his pen snd initialed with his left hand

"0K, RSM." I mention this because I think it’s important about McNamara.

There’s a feeling that he was a sort of computer in human clothing and

that he simply worked from IBM sheets. What McNamaras feared most was

that the material coming to him hadn’t baen through the brain of one person




R eI T CE T W e *-—-n-&.'n«l'-_-w.w.w. R P W e oo L "y

[ Ty LT R B R T ey

Page determined to be Unclassified
Reviewad Chief, ROD, WHS
1AW EO 13826, Section 3.5

Laté: MAY 0 1 2013

whom he Inaw and trusted. He had a feeling that, when he saw 25 signa—-

15

tures on something, no one person had really gona over anything in detail,
because each person figured somebody alse muat have done it. When you
brought him something that had been worked out and with a methodology

that you could see and that had been through, in his phrase, "the mind of one
person,” particularly someone he trusted, that was very important to him.
That involved an enormous amount of money in those days, something like
half a billion dollars. He took that up to Hyannisport. I went back
down to the Army area in the Pentagon faeling pretty good, becsuse we had
gotten this money to help us and everybody was plaagsed. But time went

by, and the money didn’t come, and everybody was asking me where it

was. I marched up to Joe Hoover’s office, the 0SD budget officer, with
ny xeroxed copy of this piece of paper with McNamara®s initials, and
said, "We don’t have the monay, and I have McNamara's approval on this."
Hoover looked ma straight in the eye and said, "You may have Secretary
McNamara’s signature on that, but you don’t have mine.” I learned at

‘ that point how things really run. Eventuslly we got Mr. Hoover’s approval
also, and the money finally came.

Matloffs Did you have any dealings with Myr. Hitch in this regard? or
through Hoover?

Imatiuss Yes, I worked with Hitch on much of this, but he was occupied
for tha most part in work that didn*t involvea ma directly. He would ask
me, for example, "If we were to do this, how would it affect you?” If I

were to ask you to provide this kind of information, what form would it
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. take and vhan could you get it in? What would be the period in which it
should come?” There was, if you will, cmultni:lon back and forth.
Matloff:s Did you feel the Army was getting its fair share of the Defense
budget in your area?
Ignating: I did. I think we were doing fine in those days.
Matloff: What was your resctiom to the introduction of the reforms of
the PPBS syatam? Were you favorably disposed?
Ignatius: I was, for this reason: prior to coming into office, there had
been a study on defense organization that Roswell Gilpatric had partici-
pated in with two or threa people—the Symington Report. That report
essentially reccamended that because of intarservice rivilry and the need
to astablish propar controls in 08D, in effect the services should be merged
into some kind of single 'aiuv-vica concept, perhaps along the lines that
the Canadians subsequently adopted somes yesrs later. McNamars, I think,
was wise enough to see tluﬁ if he embarked upon this, the controvarsy
surrounding it in the country, the preas, and particularly the Congress,
not to mention the military services themselves, would be 50 emormous
that it would overshadow anything else that he might want to do. So he
determined to bring about the objactives of that study, that is to say,
better oversight and control from 0SB, through managerial means rather
than chsnging the organization in such a controversial way. The backbone
of all thia was the planning, programming, and budgeting system, to which
he locked to Charlie Hitch for dsvelopment and implementation, coupled
with the ovarviw of the individusl requirements coming to the services
through the Systams Analysis Office; and finally, through logistical

R L T



e e e g 8 0 i g n>- [ it - oo v AP MIPPCT. AT TI WS S g AR T MR YRV S w e e, e

Page determined to be Unclassified
Reviewad Chief, RDD, WHS
IAW RO 13826, Section 3.5 17

> GRS MAY 0 1 2013
. guidance, which I talked about earlier, which gave a base line initially
" worked out in the Army but ultimately for all the services, o we had bal~

anced forces and we had usable combat power, in the event r.hat we nudhd
to employ it. Por all of these ressons and others, McNamara achisved, I
felt, the objectives of the Symington Report, without the difficulties
that clearly would have occurrﬁ. I think Roswall Gilpatric, who served
as mﬁr:’s Deputy and had been one of the principals in the Symington
ntudy.vcm around to that point of view with the passage of time.
mlgfga We've spoken with Gilpatric, had four u-ﬁona with McNamara,
and we also spoke with Enthoven, so we'rs getting different slants on
this. Did this new system in any way complicate your dealings with the
militaxy?
Ignatiuss The military initially were skeptical about some of this. I
think perhaps less so in tha Army, because things wera going pretty well
for us. McNamara respected the military uniformed officer, but he wouldn’t
accept, in his phrase, "anybody’s un-cross—exsmined opinion." He didn’t
like people pontificating, saying that it ought to be this way because
this is the way it has always bdeen. Moreover, some of the peopla who werse
doing this work in 0SD were very bright and sometimes more brash than
they should have baen. So there wers soma personal problems when some of
thess young geniuses offended the long~time professionals. In the case
of the Army, I don’t think we had that feeling perhaps as much as in the
Air Force and the Navy. The Navy always has baen reluctant to accept 03D
leadership, if ona were to make a comparison among the services. Where
we got involved, in the Army, in mattars of controveray, it had to do
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- + with the reorganization and elimination of the technical services of the

Army.

Matloff: More than on issues of weaponry or manpowar?

Igoatiua: I think on issues of weaponry and manpower there were some
internsl struggles in the Army having to do with Army aviation. McNamara
and his counterpsrts in 03D believed that getting lighter divisions with
large nunbhers of helicopters was an important thing. Hs established
something called the Howze Board, which was composed of Lieutenant General
Howze of the Army togather with some other peopls, and finally brought
into being what initially was called "the air cav division." Later on

the extensive use of helicopters tended to permeate the Army as a whole.
Thers was some controversy over that within the Army, but basically I
think that was surmounted fairly quickly. The Army, again, was getting a
good shake, if you will, out of the budget and Defense dollar. The reorga—
nizational change was in some respects more difficult. The Army Ordnsnce
Corps had been extremely powerful and didn’t give up without a pretty
strong battle. The head of the Corps, Gen. John Hinrichs, I think his
name was, finally resigned, and we established in tha Army an overall
logistical command under Gen. Frank Besson. By the way, one of the few
times McNamara left his office and came down into one of our Aray confer—
ence rooms, wa had a marvelous session. We were in the midst of this
question of how to reorganize the technical services, and Bob had some
big organizational charts and all these Army officers were thers, prepared
to hate him, I think, at leaat some of them. Thae first thing that he
said was, 'You know, the whole concept of organization in American busineas
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came from the Army. The whole natura of line responsibility and staff
responsibility, which I had at the Ford Motor Company befora I cams hare,
we learned from the Army." I tell you, you could just see those generals
relax, and sverybody suddenly thought maybe this fallow wasn’t so
bad after all. We all sat down and went to work on the problem,
Matloff: A fascinating area~—the quastion of the relationship between
the organization of the genaral staff and the business worid? Wwho influ-
enced whom?
Ignatius: A little of both, I suppose.
Matloffs Did you encounter any differences with the 08D "“whix kids." as
they ware called?
Isnatius: Sure. I did in the Army period, but more, probably, when I was
the Navy 3ecretary. There are bound to ba some differences, but thare
again, I think it is healthy to have this kind of difference, because
these are important mattars and having a good argument about them is a
good thing.
Matloff: At thoss Friday maatings, did you also get into any of the dis-
cussions on Defense policies on logistics and installations? Did you
have any impact on tha course of those, even though you were coming from
the Army level, via the Morris lead-in, to the 0SD level?
Igpatiua: One of the things that Tom Morris did well, and which I am
glad to see the Dafense Despartment is returning to, as a result of the
Packard Commission?®s recant work, was to develop a commonality of interests

among pecpls with the sams functional assignment. UWe—myself and my
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« service counterparts—togather with Tom, worked together. We testifiad
together. We would g0 up to Congress as the materiel secretaries and we
would give testimony. We all had pretty much the same substantive assign—
ments within our functional aress, so we could talk to one another. One
of the things I was quite concerned to sea in more recent yesrs was a
changa in this, wheare the assiatant secratary for logistical matters in
one sarvice would have an assignment often quite diffsrent from his coun-
terpart in the other, so the ability to work together was hampered. This,
in my opinion, was greatly worsened when logistics and manpower were
combined under a single assistant secretary. I thought that Harold Brown
was wrong in doing that, and I told him that in conversation and officially,
since I was doing some work for him. Bacsuse I held those visws, I was
glad to see that was changed. Both of those jobs, manpower and logistics,
are 8o important that I felt that we needed to have individual leadership
for each of them. The Department has since returned to that position,
and I think that it is highly desirsble that it has.

Matloff: You mentionad testifying before Congress with the counterparts.
How much leeway did you have when you wers testifying? Were you working
under any restrictions? Did you have to toes the 0SD line, or could you
speak for the service?

Igpatiua: I don’t recsll thst I was speaking for any line, in this sense:
I felt that we were all working toward common objectives. In the procure—
ment field thay had to do with graater use of compatitive procurement.

Of coursa, we had our program of trying to bring spare parts under better

control; that’s an endemic problem aver there. We had a vast base closure
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-, . program. We were all working on that. I felt by and large that because

we had thase overall policies that had come from Defense and upon which
we ware all ﬁorking. ‘that wa could g:lvc useful testimony, and I didn’t
feel that I was toeing any particular lina. I would make one other com-
mnt. perhaps to gb into in mo?c detail later. I felt that I was a propo—
nant for the Army, and later for the lilvy. but I also felt in everything
I did that I was an official of the United States Department of Defense,
and that blind sdvocacy for an indiv’idtml service was not enough. You
had to be an 'advocau; you Wera Qiﬁoctcd to ba; it was pirt of the job.
You were hiowled;nbh':ln your service, and if you weren’t an advocata,
the psople in OSD would not get the information and advice that they
needed. But the idea that it would be blind advocacy that didn’t take
sccount of tha overall Defense needs seemed to me to be wrong. There had
baen cases in the past whers some of thinhadgon.on, and there was no
place for it in the McNamara Pentagon, and there shouldn’t have been.
Matloff: On the quut:loh of the base closings, did you run into contro—-
versy theras, in dealings with Congress or with the Army military?
Izoatiuss We certsinly had problems both at the military level and with
thq Congress. No Army officer, or any military officer, I suppose, has
ever gotten 8 medal for running out of anything. There is a tendency,
because of this and bacauss of the responsibilities that these people
have if we ever go to war, to hang on to whatever they have. 8o there is
2 kind of built-in reluctance to closing bases in the belief that some

day we might naed them. Nevertheless, thay worked very affirmatively,
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and a nusber of these things turned out to be very much in the country’s
interest. One of the most controversisl of all was Springfield Arsemal,
founded by George Washington and closed by Robert McNamara. There was
the deepeat resentment in the New England community. I went up with Bob,
and ha wes terribly upset., There was a picture in the paper that

had Hitler on one side and McNamara on the other, What finally happened
was that this srsenal, which was progressively less important in the
schense of things, was turned over to the public payroll, became a factory
site for some companies in New England, and began producing tax revenues
for the community, becauss by that point the Aray had bacoms interested
in small arms that were made by other than the‘arunal. This was the
period of tha shift from the M-1 rifle to the AR~15, later the M-16. Here
was the closing of a base, that the Army finally went along with, and over-
all it was probably to everybody’s good. The Congress had a very tough
problem with its constituents. These bases were a source of employment,
soma prestige, etc. What we said was "We’va done ocur homework as besat we
can, and when we close the base wa’re doing it because we believe that it
serves no national security need. If you can show us that our analysias
is incorrect, or that the factusl base on which we’ve made the decision
is incorrect, we will raassess the decision.” I don’t believe that in
all those basae closings we ever had to do that. We had to take some
heat. Congressmen would coma to my office, somatimes with constituents,
and they would tall me all ths terrible things that were going to happen.
We would listen attentively and try to help to the extent that we could,
but not by reversing the decision. There werae about 75 closings in the
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first group, and 74 of them were considared brilliant in everybody’s

mind. It was the 75th one that was wrong, and, of course, the 75th one

was different, depending upon which congressaan you were talking to. I
don’t think we aver reversed a decision, and they finally want along. We
were able to cut back on a lot of unneeded facilities, with considerabla
savings.

Matloff: If yon' were to maks a judgment, looking back on how ths McNamara
reforms in management affected your office and the whole area of installa~
tions and logistics for the Army, wﬁat was the overall impact?

Isnatius:s Pirst, the whole fivo:-yoar forca structurs and finsncial planning
has had a long-lasting effect an the Army, the Pentagon, and ths govermment
as a whole, and it seams to ma all to the good. The emphasis on conven-
tional forces, which bqan with President Kennedy and Secretary McNamars,

I believe has continued to this day. Again, the primary military
requirenent for the United States is to have an undoubted strategic deter—
rent. That underpins and undergirds everything. But to this day we con~
tinue to talk about the need to have adequate conventional forces, and so

I think that is, to some extent, a long-lasting affect of an effort that
began during the McNamars period. Soma of the same things that we stressad,
part:‘.cululy in the procurement field, are still being stressed today,

and nead to be. I think things 1ike competition in procurement and man-
aging apare parts batter are naver finally solved and you have to reinvig-
orate everybody from time to time in these fields. We're going through a
poriod right now whera this seems to ba happening, but you can’t ever
leave it alone., The use of aviation in the Army was really atarted them,

and hss continued to this day.
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| R « Matloff: Were you or your office consulted on any of those foreign area
problens or crisas that arose in this period—Cuba, Barlin, NATO, involve-
ment in Indochina?
Iznatius: I was involved in the Cuban missila crisis at what might be
called the ueond level of indenture. At the higheat level from tha
Defenas Department, probably McNamara and Gilpatric and very few others
wers involv-d in the direct dealings with the President. But very shortly
after that effort got started, I was brought into it.,' bacause one of the
optim that was being talked about involved the employmant of nilitiry
forces and the equipping of those forces, which I mentioned earlier as
somathing in which I was muﬁatoly- involved. S0 I was brought in on
what we should be doing at this moment and what we would have to do in
the immediate future, if certain decisions were made. With regard to
Berlin, I worked on that in daveloping shopping lists of additional equip~
ment that, I balisve, I went into in detail earlier. So again, my work
was in implementation of the decision, rather than the decision itself.
I would say that generally chsracterized the nature of ay work. It
reflacted tha whola organization of the Departzent of Defense which was
changed in the 1947 Act and in the later amendments, 80 that the services
were no longer in the command chain as thay had been before. The services
ware confinad to people problems, equipment and materiel problems, and

supply and distribution problams, and overall msnagement.

A i LR e



£or L wemc D s e R AVEITRY AR e e b_,,...‘ B i vt SO g ot & - L i a1 LoERFERLL S SR . . R T T

Page deiermhed to be Unclassified
Reviewed Chief, RDD, WHS
1AW EO 13528, Section 3.5 25

< UIEMAY 0 1 2013 ‘
, . UNatloff: You weren’t baing consulted by 0SD on the implications of any

Anarican involvement in Vietnaa? This was still early—although Kennedy
did incresase the mumber of American military advisers in this period.
One of his first acts doubled the numher. How about problems of NATO,
for exsmple—the installations and logistica?
Ignatiua: To take NATO first, [ fenaber getting involved in quite a num-
ber of matters involving theater logistics in Europe and the line of
comunication, as the military people call it. This was prompted in part
by the fact that the French changed their minds ahout willingness to
participate. I got involved in matters such as whether we should pre-
position supplies in Burope rather than keeping them in the continentsl
United States. In Vietnam, there were consultations, but with the gradual-
ism that was taking phcd there, from my stsndpoint it tended to be, once
again, the materiel, supply, and aquipment distribution implications,
rather than the foreign and Defense policy {ssues themselves.
Matloff: What do you regaxrd as your major achievements during your ten—
ure ss Assistant Sacretary in the Army for I&L?
Igoatiyss First, getting the Army better equipped at a2 time when it
needed to be. Secondly, getting proper long-ters guidance to govern and
permit the managenment of Army logistics. Thirdly, helping to bring about
a more affactive logistics organization for thc Army. PFinally, direct
personal contribution in getting a much better system for measuring the
reaadiness of ths Army. I recall this last point vividly, because the
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Genarsl Accounting Office had submitted s number of raports on materisl
deficiencies in the Army, and there was a tendency to "answer" these
reports, feeling that those people didn’t understand the problem. But I
finally decided that maybe where there’s smoke there’s fire, and that
these reports might be a source of help to us rather than a threat to us,
because they seemed to be factually well supported. So I went to the
Secretary of the Army, Elvis Stahr, snd said, "I think we have a problem
here that we need to work on with the military. We can’t simply disregard
these reports; these are serious matters.” He then talked to the Chief
of Staff, Harold Johnson, and we convened a weekend conference at Fort
Monroe on this whole subject. We talked about readiness, a complicated
subject—what it isy how do you measure it; how inclusive should it be?
We devoted that weekend to come up with genaral principles. Then the
Army picked, I thought, one of its finest officers and put him in charge
of this program—Creighton Abrams, later the Commander in Vietnam and
Chief of Staff. Abe was then a major general, as I remember. They brought
him back from Rurope, where he had commanded sn armored division, and put
him in charge, showing how important it was. I felt good about that,
because I felt, first, that there was an acceptance of the fact that the
GAO was an entity of the government that cught to be taken seriously; and
secondly, the mark of any good organization, I think, is the capacity for
eritical self-analysis. The Army certainly did that. You can’t do more
than what Gen. Johnson and the Secretary did in that case, of convening a
meating of this kind. This was all of the general ataff, together with
the Secretariat—the top officials of the Army. Then, finally, putring
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. e gsomeons of Abrams® undoubted capacity in the job was the way of communi-

cating to the Army that we took this very seriously, because there were a
lot of places they could have put Abrams but they chose to put him there.
Matleff: Now to your role as Under Secretary of the Army in 1964, for
about a ten-month period. What led to this appointment?

Ismatius: There had been s change in the overall laadership of the Army.
Stahr had left and Vance hsd come down as Secretary. Subsequently, Vance
was recalled to tha Department of Defense to sasrve as the Deputy Secretary
of nefmo when Gilpatric left. DMcNamars pulled Vance back into his
immediate structure and made him tha Deputy, and Stephen Ailes, who had
been the Undar Sacretary, was made Secretary of the Army. I was asked to
be Under Secretary and Ailes talked to me about this. He and I had become
good friends personally snd close colleagues in our official work. Stephen
told me t.hatv the Under Secretary was kind of the manpower civilian official,
that he thought scme of the things that I had been doing in the logis-
tical field had application in the msnpower field, sand that it would be a
good thing to bring about this kind of transfer. Also, I suppose it was

a promotion, if you will, becsuse you sat a little bit higher in the
pecking order. So, for both those reasons, this position was offered to
me, and those were the circumstances in which it came about.

Matleff:s By than, did you know, or had you met President Johnson?
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« Ignatiua: I had not known President Johnson before coming into the Penta-

gon, and the contacts I had with him directly did not begin until I was

an Assistant Secratary ofynefenn. and later as Secretary of the Navy. I
don't recall any direct contact with him before then.

Matlgff: Were any instructions or directives givean to you in this post,
and by whom?

Ignativua: I wasn®t in that job very long. I looked to Stephen quite a
lot. Ha had done a good job in this area, snd I was moving ahead on
initiatives t.h‘t. he had started. The problem in manpower was always

Just really trying to get a handle on it. It was a vaat organization and
there were slways arguments going on on whether you had too many or not
enough, first in terms of the Army®s oversall mission, but also in tarms

of the accounting for all of this. You had certain end strengths that

you had to mt;‘ the guestion of how many accessions you needed in order

to get there. One controversial area in that period had to do with bringing
into the service people who couldn’t mest some of the standards, in the
belief that it would be a way somghow to improve the quality of people in
the nation as a vhole. That was controversial, and that was 0SD-promul—-
gated—to that extent there was direction.

Matloff: One of McNamars’s initiatives was to reorganize the reserves

and merge tham with the National Guard. Were you drawn in on that problem?
Iznatius: Yes, I was, both as the I&L Secretary and as the Under Secretary.
I don’t recall any specific thing as Under Secratary that was different
from the Assistant Secratary period, but thare were a lot of controversiss

that were nsver wholly resolved.
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» Matloff:s Did you as Under s.étetary get into any controversies over

weapoury in this perfiod?

m: It’s hard for me to place some of these in the exact points of
time. The principal controversy over weaponry in the Army was the rifle.
The Army initially felt the AR-15 was being imposed upon them. That was
somathing ’tlut, I think, continued on when I was Under Secretary. There
8130 were a lot of questions involving the use of aviation, but, again,
those involved me more as the IiL Secretary. For example, the Army
réquirmnts tended to look at all equipment in the same manner. It had
to work equally well in Alasks and the Canal Zone. It tended to be very
huvy and bulky. The aviation peaople came to me when I was Assiatant
Secratary and said, 'You can’t carry in an airplane the eguipment that
you can carry on a 5-ton truck. It would never get off the ground. ¥e've
got to have soge freedom from this process." There was controversy about
this, because these wers time—honored requirements. Again, soma of that
continued in the Under Secretary’s rola, and because Stephan had worked
in mpoweryl tended to consult with him to some degree. Because I had
worked so intensively in the IS&L field, I was still also getting consulted
in I&L matters when I was Under Secretary.

Matloff: Did your working relationships with the 0SD lavel change in any
way?

Ignatiug: I think I had less involvesent with 03D as Under Secretary of
the Army than I had had as Assistant Sacratary, I&L, for some of the

raasons that I gpoke about earlier.
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Matloff: Would the same be true about dealings with the JCS? with Congress?

Iznatius: Yes, I would say that I had fewer deslings with the Congress

- as the Under Secretary than I did as Assistant sﬁérctaty—fewer déalingn
with the OSD.
Matloff: Even with Norman Paul, who was then the manpower and reserve
affairs man? In light of Ailes® interest in manpower, there might have
been more of an interest there.
Ignatius: I was in that job only 9 or 10 months—in the first period
you're just getting adjusted; in the final period you’re getting ready
for the change. It wasn’t s very long period, and so I'm able to give
you some general comments here rather than very explicit ones. I suppose -
that if I could research the matter a little bit, my mind would be clearer
on some of the immediate things that we worked on in the manpower area
during my tenure.
Matloff: How about the budget? Did you have many dealings with 0SD on
that?

‘ lm:iu: Yes, and with the Army staff, alao, because there were a lot
of gquestions about what you needed to budget for the manpower side, both
in terms of numbers of pedple and the dollars associated with it. I do
ramember some of that. I worked closely with the military counterpart,
the Deputy Chief of Staff for Personnel.

» Matloff: On the queation of Indochina in this period, particularly the
B Tonkin Gulf incident and the congressionsl resolution—did you have any

reaction to either of those, or did anybody consult with you about these
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. o incidents that led to greater involvement by the United States in the

Vietnam conflict?

Immatiug: I don’t Xnow what consultation might have taken place between
Secretary Ailes and pecple in Defense on that. In my own cass, I domn’t
recall having my views sought’ on the strategic aspects of what we were
doing. I was very much involved in my Army role, but more particularly
later on, when I became Assistant Secretary of Defensa, in very important
questions about the serious logistical problems.

Matloff: When you look back on that period, are there any achievements
that stand ocut in your mind, or disappointments, or frustrations?
Igmatiua: I think that the Army people would probably remember more of
what I did in the logistical field, becausa that was a period of rather
considerable chenge and innovstion in which I was directly, snd, I think,
usefully involved. Whatever good work was done in the manpower field,
and some excellent work had been done by Stephen Ailes, I couldn’t claim
any particular credit for. I don’t think of anything that stands out in
ny n:ind, as was. the case esrlier. I carried on adequately in work that
had been initiated by others, but I don’t look to the Under Secretary
period for any significant accomplishments for which I could claim direct
credit.

Matloff: When you moved up into the office of Assistant Secretary of
Defaense for Installations and Logistics, ths post you held from December
1964 to August 1967, I would 1like to ask the same question as bafocu;
what circumstances led to that appointment?

Ignatius: As I ssid esrlier, I had worked directly and personally with

McNemara to an unusual degrae for a service Assistant Sscraetary, so he
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knew me quite well. Vance was the Deputy Secratary and knew me very well

from all of the work he and I did togather when he was Secretary of the
Army. Vance and McNamara had high regard for Tom Morris, and when he
decided to leave and go back into managesment consulting, my understanding
is that they very quickly turned to me. Evarything seemed to point to a
foregone conclusion that if Tom laft, McNamara would ask me to replace

him, He did ask me. If I remember, it was on my birthday whan the subject
was broached, November 11, Armistice Day. He talked to me about it, and

I aaid that I had reaslly just gotten started in the manpower job and

liked being in the Army, and enjoyed working thera. He said, "I need you
here.” That’s what led to that.

Matlgff: Were any special instructions given to you by McNamara or the
Deputy Secratary of Defense, or were any words of wisdom left by your
predecessor?

Ignarins: Tom and I had been in and out of one another’s office for a
periocd of 3 1/2 years, 50 he knew what I was doing and I knew what he was
doing. There was one particular area that Tom had worked on under McNamara's
overall guidance, and that was the so-called cost reduction program. I
then becsme the senior departmental official to carry on that program,
inheriting it from Tom, and that involved base closures as well as a
nuber of initiatives in tha procurement and supply fields. I suppose
that I ran the office in 0SD along the saﬁn general lines that Tom did,

but I did one thing quita differently, which reflected the changed emphasis
that was taking place in the Department. The war had gotten pratty big

by the time I got into the I&L job, 80 that my time was apent to a far
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greater extent than Tom’s was on the immediate snd pressing military

problems, sometimes involving day-to#dny crises. This became the period -
of the most intense working enviromment and effort that I have ever had
in my life, and it was concerned with these enormous problems of providing
the wherewithall for what was bacoming a very large war.

Matloff: what were the differences between opersting at the Army lavel

in this field and operating at the 0SD level, aside from the nature of
the problem, the fact theres was a war now which was heating up?

Ignatius: The changed emphasis was the main thing, and that was a func—
tion of the changing times rather than where I sat on the organizational
chart, but the other aspect of it was that I was the coordinating element,
if you will, for all of the services. For exsmple: at tha Army level I
might be concerned with s particular program, and I was supposed to get
on top of it and do something sbout it. In OSD, we soon found that, with
this vast procurement and production program that we were carrying on,
shortages davelopad. For exampla, there was ons month, February or whatever
it was, where all of the aluminum forging capacity had been overcommitted
by the Air Force and the Navy for fighter plane production, and by the
Army for helicopter production. This is the kind of problem that you gat
into as tha senior material official in 03D. You get the service counter—
parts and the J-4 in and you do a coordinating job that you woulda’t
ordinarily do at the service lavel.

Matloff: Did you work along with the same ataff that you inherited, or
did you make changes in the staff?
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. e Ignatiua: I made some changes, augmanting the staff I inherited. I

brought in at least one senior military officer, Maj. Gen. Stanwix-Hay,
and I shifted the assignments of cne or two vary able civilisns in the
offica becausa we had to orgimiu, manage, and control an ammmition
procurement program that was on the order of magnitude of World War II.
Staying on top of this was a very major effort. Moreover, we had the
most aserious supyiy and distribution problems, and s0 I needed to augment
the staff in order to overcome these things. I became a troubleshootar.
In fact, McNamara called me an "expediter.” To give you one example in
tha distribution field, wa set up something called the "red ball exprass.”
We could not afford the shipping times for critically needed items and
came up with a very simple way of literally putting a red ball sticker
on priority equipment that had to be flowm out there because we ware
getting reporta of helicopters and ground vehicles not being combat ready
bacause of masintenance difficulties. Part of the problem was inherent.
It resulted from a very gritty kind of earth, laterite, it was called—
dust that would simply grind up moving parts faster than in normal usage—
80 we found that we had serious maintenance problems and supply deficiencies.
We had to get the stuff and then get it over there quickly. This part of
the I&L job at that time was very important.
Matloff: You were moving equipment from the States to Vietnam? How about
from Europe to Vietnam?
Iznatius: There was one periocd, I remember, when we moved a lot of supplies

from the States to Vietnam, and some from Burope. A tamporary problem
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had developed because Adm. Sharp, who was rumning the air war from Oabu, '

had overflown the programmed number of sorties in a particular month and
the axpenditure of ordnance, accordingly, greatly exceeded the planned
level for that month. At the same time, tha atruggle of the Buddhists in
Hue resulted in a general unavailablility of the offloading facilities
there, with ammunition ships standing by to be unloaded. I happened to
be in Vietnam with Vance on a trip at that time, and on the final day we
had had lunch with Ambassador Lodge prior to our departure. As I was
leaving the Ambassador’s dining room, the chief Air Force tactical cé.nnd‘ar
there asked if he could have a word with me. He told me that there was a
real problem over amxunition, because of the factors I mentioned, as I
subsequently learned. We flew back immediately, arriving late Friday
night, flying all tha way in a tanker from Seigon. Vance and I went in
to see McNamara Saturday morning and told him about thias. McNsmara said,
"Get right out to Pearl Harbor, take a couple of people with you, sit
down with Oley Sharp and find out what the hell is going on.” 1 might
add that the jet lag problem was something I haven’t forgottem. At any
rats wa went, and I learned exactly what the facts were, and we clearly
had some supply and distribution problems. They were imbslances in some
cases, We had bombs without fins; bomba and fins without fuzes; more for
the Navy and less for the Air Force. Wa spent about 36 hours at Pearl
with saveral of my people and cama back and took charge of what amounted
to a redistribution of assets. I went down to see Adm. McDonald, the

Chief of Naval Opsrations. He wasn’t happy about it, but we had to borrow
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. a2  some Navy stocks for the Air Force. We had a lot of stocks held in reserve
at a depot in Utah, and we moved some of that out. m; is ‘nn example ;f
tha k:lndl of things that we wers involved in to ptoucut. a wer of growing
intensity with an axpchd:ltn_rn of conventional ordnance at rates that in
sone cases exceaded tboqd of World Wsr II.

Matloff: would you uy‘ that was the number cne problem during this period,
supporting the war in Vietnam?

Ignatiuas I would say that that was the number one problem and the prin-
cipal actiﬂty that occuﬁed ny’ efforts. We had sowe very setioiu produc—
tion problams. I remembar some of the numbers to this day. We doubled
our helicopter production of the Bell Huey, the UE-1, from 75 a month to
150, and tripled ths twin rotor Boeing-Vertol Chinook helicopters from 5

a moath to 15. Ve had to maintain that‘ production buildup at the same
time that we were supporting a greatly increased numbar of helicopters in
tha field. TYou can’t deny the necassary spars parts support to tha people
in the field, because tha prosecution of the war suffers. By the sane
token, you can’t sustain the effort you’re involved in unless you get

that buildup from 7% to 150. This is one example. The same thing would
apply to fighter planes, ete. I remembar bringing in Ducayet, the head
of Bell, Bill Allen, the head of Bosing, and General Frank Sesson, the
head of Army Logistics, to my office in 0SD. I told Ducayaet and Allen
that if they ever saw anything the Army was doing that they thought was
hampering their efforts om helicopter production, I wanted them to let
me know. I told Besson that if there was mﬁhinz that was going wrong
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s in the companies, to lat ma know. We were going to get té;emr, nock
heads,; solva ths problems, and get 'bo:h things done, namely, the support
of the deployed forces and the production buildup. This was an intense,
difficult period, but it was an example, I felt, of thes tremandous
response you could get from the military systeam and the U.S. economy
when you pul: them to work. One-of the things that made it most difficult
was that we did not have at that time the wartime controls that one norm—
ally has in this kind of effort. Wo‘limply didn’t have the sbility to
commandeer resources. It was brought home to me becauses it so happened
that in that sama period the U.S8. and foreign a:lrlﬁm ware shifting from
propeller—driven airplanes to jet airplanss and Boeing and Douglas were
very much involved, making worldwide sales as well as U.8. sales. We
ran saack into the problem of our wanting to get all this aluminum forging
and capacity for fighter plane and helicoptar production, but the companies
that were selling abroad as well as to the U.S. also had to fill their
commercial orders. And Lyndon Johnson, who was very much worried about
gold flow, if you remember, recognized the importance of aviation exports
to mansging the gold flow problem. Ha talked to McNamara. Joe Fowler
from the Treasury Depasrtment came over and talked to me. We had somehow
to work our way through this. It was a never—ending serias of problems
that wera associated with prosecuting a war effort in an economy that did
not have the defense priorities and controls that we had in World War II.
Since tha procurement, production, supply, and distribution problems csae
into my office, that was the pwpal activity that occupied me in that

3 1/2 year period.
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Matloff: In connection with your organizing your staff to handle these

38

problems, you spoke of bringing in industrialists and irohin; out aome
problems’ and talking with the people on your staff at the 0SD level. Did
you maks much use of outside consultants in the procesa?

Imatius: I don’t remember that we made much use of cutside consultants.
I depended on my own staff and on the military staffs. I changed the com
position of my office to reflect the changed workload with th§ war,
Matlaff: How was it organized?

mt There was a Deputy, who had rather general responsibility, but,
as it turned out, he worked pretty much in the international logistics
field. There was somsone who was responsibls for supply and distribution,
and someons responsible for procurement. There were somes great profes—
gionals. Jim Bapmermsn, the procurement man, was kind of a legendary
figure in his fiald. 'rhc man in charge of supply was a 2025 year veteran.
There was an excellent man in the construction field. Where I made changes,
it had to do with the war. I mentioned bringing in a military officer,
Gen. Stanwix-Hay. We had terrible problems over shipping and I brought
in a marvelous civilian who had been a career man, particularly in the
Navy, Bob Moot, and put him in charge of the whole shipping program. Bob
is an enormously capable person, a great credit to the civil service, who
later became Comptroller of the Daefense Department. I was seeing indus-
trialista all the time, who represented their companies on some of our
programs, but I don’t remember bringing in people from industry to augment
the staff in my office. I looked to the uniformed people and the career
civilians.
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Magloff: wWhat wers your working relationships with Secratary of Defenss
McNamara and Deputy Secretaries Vance snd Nitze, in this pqutiont
Imﬁ.m: There was a tcl.phoni whers Hclhmra could get ma by pushing

a lmttbn and I couid zei: him by pushing a button. I very seldom pushed
the bﬁﬁton to interrupt him, but he would very frequently push it to get
me. The conversations wera very quick. I had a regular half-hourly
weekly mesting with him and Vance, and in ths event McNamara couldn’t be
thero; which seldom happened, I’d meet with Vance. The purpose of that
meeting was to raﬂw‘ progress on certain cbjectives that we had set and
for him to give me any needed guidance. I alwsys worked from an agenda,
tightly written with two or three pagas of starred items. I would give a
copy to him and he would ‘conlbunt on it. Then there wera any number of
things ha would ask ms to come in and talk about in addition to our regular
meetings. For example, at one point we had 110 ships wsiting to unload
in Saigon. President Johnaon was terribly concerned about this. Amsong
other things, they made a military target of great valus. Every ship not
unloading meant it had supplies that were needed in the field. These
were old ships—uorld War II Liberty ships. The resson they were waiting
to be unloaded was because the port facilities weren’t adequate. Wa were
trying overnight to create the logistical Mraatructurc there, in order
to get on with the prosecution of this very major effort.

Matloff:s How about your relationships with the Assistant Secretaries,

like Comptrollers Hitch and Anthony?
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« Ignatiug: I worked with Anthomy and Hitch probably more closaly than I
did vhen I was in my Army post. Again, this often was on matters involv-
ing the prosecution of the war—the nscessary funding or other matters.
I saw them regularly and we dined together in the 03D Dining Room.
Matloff: How about people like Assistant Secretarias for Manpower Paul
and Pbrriﬂ
Imatiua: Morris was gone by then, and I guess Norm Paul was in manpower.
I don’t remember msny contacts with him on manpower matters; I was pretty
busy with logistical problems. '
Matloff: Any oth§r Assistant Secretaries?
Isnatius: Yes, tho R&D people—1 had deslings with them vhen I was at
the Army level, but also in 0SD. These would ba Harold Brown and Gene
Fubini. Harold later went to the Air Porce job and Johnny Foster cams
in. I had a lot of dasslings with then becsause wa were in a contimunum, if
you will, as far as procurenent, or acquisition, as it is now called, was
concnrnod——ﬂdﬁga by and larga starting in the R&D side and ending up in
the procurement side. So they would get into my business and I would get
into theirs, and wa had contact of a continuing sort.
Matloff: How about with DARPA? |
Isnatiuas I don’t remember too many dealings with DARPA. The implica-
tions of some of DARPA’s work for wespons acquisition, atec., came to ay
attention, but I don’t remember having many dealings with DARPA people.
DARPA had an office in Vietnam, as I remember, where it had people looking

at applications of new weapons and new concepts of warfara.
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- - uu_].nﬁ,x. How about with the mﬂitu'y urviu‘l!’ pid you, in turn, do

vhat Morris had done with you when you were in the Army equivalent?
Izaatiuss Yes, I did, with the Assistant Secretaries. I continued that,
because it was a very useful thing to do. But I probably had more con—
tact with tha military aid&, the uniformed side of the services, than Tom
did, because, again, of the war. I was saeing vice chiefs of staff and
chiefs of staffs, logistical chiefs, more than Tom did, becauss of ths
war. I also worked a lot with the J-4, the Assistant for Logistics on
the J-Staff, Gen. Richard Myer, st the time. We had a lot of dealings
because of tha Viem War. To that extent, also, I think that was prob—
ably different from Tom’s period.

Matloff:s How about the Scrvi.c.. Secretaries?

Igoatiua: Yes, a lot of these problems had to get resolved at the Service
Secretary level, so that in addition to seeing the Navy logistical people,
I had to ses anl Nitze, for example. In the case of the Afr Porce, I
remeinber several things. I mentioned something about a problem with
forgings. Wa got started with the head of 'logi-tigs in the Air Forcae,
Gen. Tom Ggrrity. and then moved up to ths Vice Chief level, Bozo McKae.
Wa worked with hia, and eventually, I guess, with Secretary Zuckert or
Harold Brown. We all knew one another. I had known Gene Zuckert for
many years. He was an Assistant Dean when I was a student st the Harvard
Business School. Bob Anthony had baen a young professor at the Harvard
Business School when I was a student thare. I knew Bob, who helpaed me,
whean I was Navy Socrctuy. to recruit Chuck Bowsher as my financial manage-

ment secretary. We knew ona another, for various reasons, but wa had
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also worked together for qu:ln a long period in differemt jobs, and

respacted one another. S0 a lot of this wes dons through conversation
among people who worked together with McNamara, the king pin.

Matloff: How sbout dealings with the JCS, in this capacity—the Chairman,
‘or the members? |

Ignatiua: An:{.n. with regard to the Vietnam War, there wars a lot of
things. I will give you one or two examples. I talked about that ammmi-
tion problem that developed for various ressons., I learned, many years
'j.atur, that there had been a meeting in the inner sanctum of the JCS on
this, and that Gen. Wheeler, who was Chairmsn, told tha Chiefs about this
ammunition problem. As it was reported to me much later, he said, "Don’t
worry about it, because Psul is on top of it." I must say that gave ma
the most msrvelous feeling, to lesrn ten years later that Bus Wheeler had
told the Chiefs that. That’s the kind of thing that mskes all the long
hours of work somehow come into focus, and it gave ma a great deal of
satisfaction. There was a lot of work with the J-4 and the transportation
people. I worked a lot with the Navy Sea Command and the Air Force’s
MATs-—the Air Force Military Air Transport Service, because we were shipping
80 much wialwiesgipdf on priority. We had real problems with our seslift.
That seslift was 0ld and antiquated and the U.S. Merchant Marine was not
in very gocod shapae.

Matloff: How about with Congress?

Iguatius: I think I probably logged more hours of testimony than aven Bob
McNamara did.

Matloff: Over what issuas?
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Ignatiug: First, there were all of the usual things, involving the bud-

gats and the additional augmanted budgets and supplementals. Thers wers
also ap&chl haarings that arose from problems associated with the war.
in somes cases real, and in some cases blown out of proportion. For example,
there were hearings in the Senate befors ths Preparedness Committee that
Senator Stennis chaired having to do with ammmition. I was there for
axtended hearings on that. There were hearinga on clothing. We had a
situation develop over tha Marine Corps’ "bag," as it was called, a sort
of duffel bag, in which the individual Marine was supposed to have all
his entitled piecas of wmiform. There was ons period when the winter
green uniform was in short supply and some of ths bags that were issued
to the Marines going to the Far Bast were deficient in the case of that
uniform. This somehow became a big thing. Gen. Wallace Green was then
the mt. and there was quite anl irreverant and intemperate cartoon
in one of the papers showing a Marine with a barrel around him. They
weres known as the "bare—assed Marines” at the time. I said it didn’t
seen important not to have s winter uniform in the tropics, but they were
entitled to it, and we didn’t have it temporarily so it was a ''shortage."”
These kinda of probleas developed and we were fighting them all the time,
in order to mske sure that we had everything we needed.

Matloff: How about that old problam of base closings, was that not an
issue in this period?

Isnatiugs I think that it was probably deemphasized. Wa must have had
somsthing going on in that period also. I don’t think we lost complete

sight of of it, but as I best remember, it was not s major preocccupation.
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Matloff: How knowledgesble did you find the congressional committees and
their staffs in the field of installations and logistics?
Ignatiua: I had grest respect for the Congrass and their staffs. I toock
the hearings very seriously, and put a lot of t:lm 4nto preparation,
because the legislative and particularly the oversight function of some
of these activitias were extremely important. I found that the mambers
would generally overcome their parochial conatituent interests if you
could tell them why it was that you needed to do something. In other
words, th.y were good Americans, 112. evarybody else. Thay had some
particular problems back home that you had to take account of, but if you
told them why you were doing mtﬁing and helped thea take some of the
fhk for it, they were mora than willing to go along and be helpful. I
never had any problems in that regard. We had to meet—it took time—
people sometimes got angry, but we were always able to work it out. The
staffs generally wers quite good. 30@ of them, like Frank Sanders,
wcntualiy came over to the Department of Defense. Frank became an
Assiatant Secretary of the Navy. There were others—often very capable
peopla. Tha congressmen were a2 croas—section, to some extent, of the
population. They wers people for whom I had the most enormous respect.
The House Dafanse Appropriations Committes had some top flight people—
George Mahon, Jarry Pord, Mal Laird. But there were several other people,
whom you would put in another category, and who sat on that same committee

and later got themselves into trouble of various kinds.
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Yatloff: One of our great regrets in this interview program is that
George Mshon died before we could get to talk to him, but we do have
President Ford interested.
Ignatiua: Ford was good. When we would testify ovar a period of time,
and a mumber of us had been theare for a long time, he would say, "Wait a
sinute, last year when you wers hars you said such and such. Tell me
what happened." There would ba some follow-up. I remember once somebody
started a line of questioning about a procurement that occurred when a
sole source award had heen made, not a big one, for a piece of equip—~
ment. I said, "I made that decision, and I am responsible for it." I
then bagan to explain what it was. It was the heart of a piece of crypto—
logical equipment for the NSA. I said, "Preserving the secrecy of that
was, in ny judgment, far more important than whatever benefits we might
get from competitive procurement." George Mahon immediately jumped in
and asked that the whole thing be expunged from the record, and comnended
me for it. The point I want to make is that I believe that if an official
from the Department, who is knowledgeable about what he or she is doing,
assumas responsibility, and mskes some kind of reasonable man'’s explana—-
tion of what it was, the worst that can happen is that tha people will
say, "If I had been there, I'm not sure I would have come out that way,
but at least I understand what you were doing and why you did it." That
always seemed to me the essence of desling with Congrass. If you were
able to look a m'in the eye and say, "This is what I did and this is
why I did it," you were all right. If for any reason you couldn’t do
that, then you’d better look at what it was you were involved in and find

T L T S e
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some other way to do it. That to me was always the final, acid test—
can I explain this reasonably to a reasonable man? If so, then I am
doing the right thing. I tried to be guided by that in relations with
Congress. There was a lot of testimony in regular hearings, special
hearings, and then in meetings that would arise froms iny numbher of causes.
Matloff: Did you have complete leeway from the Secretary of Defenses in
testifying on the Hill, or did you have to hew to a position?
Imatiugs I had the confidance of the Secretary. He thought that I knew
what I wu doing and he left me alonea. The term "hewing" has ‘au implica—-
tion that there was a party line that I had to follow. I wasn’t conscious
that there was snybody overseeing or censoring what I was doing.
Irask: Did you avar have to submit the text of your testimony to anybody
prior to your delivering it?
Iznatiugs I think there was a requirement for this, and I must have st
one time or anothar been involved in it. I believe where this became
important and what gave rise to it was that early on in tha McNamars
period there were officers who were spending a lot of time making speeches
all around the country. Some of what thay wera speaking sbout I think
conflicted with some of the views that President Kennady or others may
have held. I remember McHamars approaching it pragmatically, saying, "If
Genaral X is really going to do the job that he is supposed to do as
Chief of this particular area, ha sure can’t be spending that much time
making speeches." Also, some of the speaches turned out to be inconsistent
with some of the things that the Prasident wanted to do. S0 I believe that
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there was 'm" 0D rcgulati.on that required submission of public addresses
to the Office of Public Affairs, but in my arsa I don’t believe that it
was a problem. o |

Matloff: 1I1f th.r. had been differences of views between yourself ’and the
Secretary of Defense in the area of your specialty, and you had to testify,
that might have given scme hesrtburn, |
Igoatiua: No question about it. Bob knew, for nxampic, when I was going
up to tutﬂ.’y on the ammmition hnrinj., or on something elio, that I
vas working on the problem day-to-dsy and knowledgesbls, and he knew that
Imt:yingﬂ'tédo:habutjobIcouldandt.hatlwuldtrytocmv.y
that. There was never any friction between McNamara and me. I had the
hixhcit. ragard for him, ‘and worked as a member of his team, and I think
he repoiad a certain amount of trust and confidence in me. I'm sure that
there ware times in some of those Friday meetings when I may have said to
Bob or Vance, "I'm going to be called to testify on such and such a thing.
Soma of this is pretty tough, and here’s what I'm going to say." That
would give us a chance for informal discussion or permit ms to asek guid-
ance sometinmes in order to make sure that I was portraying the problem
properly.

Matloff: Do you recall any strong differences of views with McNamara

on any subject in a fiesld related to your activities?

I1zoatius:s I told him on some occasions that I thought that he ought to
spend more tima with the services, and particularly on the logistical
side with some of the uniformed people. I aaid, "You are so damn good
when you meet ono—oxi—on. or with groups of these people, that it would do

m e et
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You ought to do mora of that."” Ha would look at the clock—he was always
conscious of time—and say, “There isn’t tima." I disagreed with himj I
thought that night have baen a better use of soma of his time. On matters
affecting work, he was demanding, with the resultant feeling that sometimes
he was asking for more than you could do. But thers again, if you're
going to do good work, you ought to be held to high standards, and I think
that was one of ths good qualities he had. He held you to pretty tough
atand'-rdl-; I don’t remember major differences. McNamara began having
serious concerns about the Vietnam War, as a number of us did, but for
the most part he didn’t talk to me sbout it, I remember vividly one
conversation after the Tat Offensive where we talked about soma of those
concerns, but he talked to me sbout my areas of responsibility, and I
guess he talked to John McNsughton about his areas of responsibility.
Matloff: Did you have any dealings with the press about installations

and logistica?

Igpatius: There were individual interviews and some press briefings. 1
nevar sought out the press particularly. They would come to me from time
to time, but I wasn’t as active in that regard, perhaps, as soms people
were. I don’t know whether I’m being critical of myself or not, but it's
a fact. I met when I needed to and when they wanted to, but I didn’t do
too much.

Matlaff: We're approaching that time. We’d 1ike to come back and finish
the portion on the 03D level and then go on to your Navy experience.
Imnatiuas All right. I could do it the same time on Monday morning,

April 27.
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